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Abstract: This paper explores how traditional media organizations (such as magazines, 
music, film, books, and newspapers) develop routines for coping with an increasingly 
productive audience. While previous studies have reported on how such organizations 
have been affected by digital technologies, this study makes a contribution to this 
literature by being one of the first to show how organizational routines for engaging 
with an increasingly productive audience actually emerge and diffuse between 
industries. The paper explores to what extent routines employed by two traditional 
media organizations have been brought in from other organizational settings, 
specifically from so-called ‘software platform operators’. Data on routines for engaging 
with productive audiences have been collected from two information-rich cases in the 
music and the magazine industries, and from eight high-profile software platform 
operators. The paper concludes that the routines employed by the two traditional media 
organizations and by the software platform operators are based on the same set of 
principles: Provide the audience with (a) tools that allow them to easily generate 
cultural content; (b) building blocks which facilitate their creative activities; and (c) 
recognition and rewards based on both rationality and emotion. 
 
Keywords: software platforms; productive audiences; organizational routines; 
traditional media 
  
2 
 
 
1 Introduction 
Digital technologies have profoundly affected traditional media industries, such as the 
newspaper-, book-, music-, and film industries. A vital part of this on-going industry 
transformation is the audiences’ growing capability and desire to be actively involved in 
the production and distribution of cultural content (e.g. Bruns, 2008; Shirky, 2008; 
Stryszowski & Scorpecci, 2009). The consequences of this development vary between 
different industry sectors. For instance, the newspaper and magazine industries are 
primarily affected by online services based on user-generated content that attract a 
growing share of the total online audience and thereby also a growing share of online 
revenues from advertising sales and subscription fees (e.g. Küng, Picard, & Towse, 
2008). The music and film industries on the other hand are above all affected by the 
users’ proclivity for downloading songs and films from illegal file-sharing services 
rather than from legitimate retail outlets (e.g. Wikström, 2009b).  
These kinds of audience behaviors have created a considerable tension between 
traditional consumers and producers of culture. In an attempt to alleviate some of this 
tension, traditional media organizations (TMOs) try to develop new routines for 
engaging with the productive audiences and for capturing some of the value generated 
by the audiences’ activities. 
The purpose of this paper is to explore TMOs’ development of such routines. 
Numerous scholars (e.g. Küng et al., 2008) have already reported on how TMOs have 
been affected by digital technologies. This study is able to make a contribution to this 
literature since it is one of the first to show how organizational routines for engaging 
with a productive audience emerge and diffuse between industries. The study explores 
to what extent these routines have been influenced by so-called ‘software platform 
operators’ (SPO; will be defined in the next section) and if that is the case, how the 
knowledge was transferred from one industry to another. The empirical data used by the 
study have been gathered from two information-rich TMO case studies and from a study 
of eight high-profile SPOs. 
The paper is structured as follows. The next section presents a theoretical 
framework for development and adaptation of organizational routines. This section is 
followed by the presentation of the industrial contexts where TMOs and SPOs and 
operate. This section also motivates the research design, methods and data sources used 
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in the study. The paper then examines organizational routines used by eight SPOs 
(appendix A) for engaging with ‘productive audiences’ and proposes a set of principles 
for understanding and structuring these routines. The next section presents the two 
TMO cases. This presentation is then followed by a discussion about emergence of 
these routines and the possible parallels and relationships between routines used by the 
SPOs included in the study. This final section also makes a number of conclusions and 
suggests implications for media industry practitioners as well as for further research. 
2 Development and adaptation of organizational routines 
The term ‘routine’ has been defined by Winter (1964, p. 263) as ‘pattern of behavior 
that is followed repeatedly, but is subject to change if conditions change’ and by  
Gilbert (2005, p. 742) as ‘repeated patterns of response involving interdependent 
activities that become reinforced through […] repeated use’. These routines – or 
patterns of organizational behavior – consist of methods, procedures, conventions, 
strategies, techniques used by the organization, but also the organization’s structure of 
beliefs, its cultures, etc. (e.g. Becker, 2004; Levitt & March, 1988).  
All organizations by definition aspire towards some kind of goal (e.g. March & 
Simon, 1958). Organizations are likely to repeat actions and routines that they expect 
will bring them closer to this goal and they will avoid actions and routines they believe 
will take them further away (e.g. Feldman & Pentland, 2003; Nelson & Winter, 1982). 
An organization adapts and selects routines based on its interpretation of its history. It 
evaluates the outcome of its actions and tries to conclude what has worked well and 
what has not, and based on that analysis, the organization’s routines are adapted (Cyert 
& March, 1963; Nelson & Winter, 1982). This particular mechanism is referred to as 
‘experiential learning’, but there are also other mechanisms, which organizations can 
apply in order to learn and accumulate experience. One such mechanism is to learn from 
the experience of others, i.e. ‘vicarious learning’. Vicarious learners primarily imitate 
competitors within their own industry, but they may also find inspiration from 
organizations beyond their industrial boundaries. (E.g. Miner & Mezias, 1996) 
In times of uncertainty, organizations tend to increasingly engage in vicarious 
learning that may lead towards a condition known as mimetic isomorphism (Haveman, 
1993). This means that the organizations in an industry asymptotically moves towards a 
stable condition where all organizations practice the same routines, regardless whether 
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these actually are the most appropriate ones for the particular situation (e.g. DiMaggio 
& Powell, 1983).  
Previous studies show it is difficult to escape from such a condition since the 
organizational routines, due to their self-reinforcing nature, become increasingly rigid 
(e.g. Argyris, 1990; Levinthal & March, 1993; Liao, 2008; Sterman, 1994). The more a 
specific routine is used the more embedded it will become in the organizational 
structure and the more difficult it will be to unlearn the old and adapt to the new. Even 
when the logical reasoning that once motivated the decision to implement a certain 
routine is forgotten, managers still continue along the same route, not because it is the 
most rational thing to do but because it is so deeply ingrained in the organization’s 
cognition and structure. In order to escape from such a condition, the industry may need 
needs a stimulus from an external agent that is able to disturb the equilibrium by the 
introduction of some kind of radical novelty that requires the incumbents to revise its 
well-established practices and routines. (Gilbert, 2005; March & Simon, 1958)  
There are numerous examples from the traditional media industries that show 
how organizational inertia has hampered organizations’ ability to adapt their routines to 
disruptive technologies, regulations, etc. Some of these examples will be presented later 
in this paper, but first the research design, methods and data sources used to examine 
the development of organizational routines in the traditional media industries will be 
presented. 
 
3 Research design, methods and data sources 
This section defines the two industrial contexts for TMOs and SPOs and it motivates 
and presents the methods and the data sources used in the study. 
3.1 Traditional media organizations 
The term ‘Traditional media organization’ (TMO) is used to represent a media 
organization that operates in a media industry that has a pre-digital history – such as 
books, newspapers, film, broadcasting, music, magazines, etc. (e.g. Hesmondhalgh, 
2007; Picard, 2010). It should be stressed that the modifier ‘traditional’ in this context 
does not indicate that an organization necessarily is old, but merely that the organization 
is embedded in a media industrial context that has a history that predates digital 
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technologies. 
In the case selection for this part of the study I used a literal replication strategy 
meaning that the selected cases share a set of fundamental characteristics and are 
expected to generate similar results (Yin, 2008). The cases should all operate innovative 
online presences that involve their audiences in the content production in a way that 
goes beyond what it the norm for most other TMOs. The cases are not intended to 
represent a large population, such as that consisting of all TMOs. Quite the opposite, 
these are so-called ‘outlier cases’ that exhibit a behavior which is assumed to be unusual 
to the industry (e.g. Hair, Celsi Wolfinbarger, Money, Samouel, & Page, 2011). 
Two TMOs were selected – one from the music industry and one from the 
magazine publishing industry. The magazine industry case is Veckorevyn.com, the 
online version of a Swedish weekly fashion magazine aimed at young female readers 
and published by the international media group Bonnier. The music industry case is 
Megaphonic, an independent music company and record label owned and directed by 
the British composer, musician, and singer, Imogen Heap. Both cases will be 
extensively presented and discussed later in the paper. 
The two cases fulfill the selection criteria and share a number of other 
characteristics, for instance, both organizations are less than ten years old, they only 
employ a handful of people and relies heavily on freelancers and contracted consultants, 
and the leaders of both organizations are women in a similar age. However, at the same 
time the two organizations are very different. For instance, they differ in terms of 
industry logic, ownership structure, revenue sources, and workflow. These differences 
are however not a problem but rather make the findings that are replicated in both cases 
more robust than if two identical cases had been selected (Eisenhardt & Graebner, 
2007). 
One way to examine the inner workings of an organization is to engage in an 
ethnographic study (e.g. Hammersley, 1991). However, such studies are often difficult 
to execute due to inadequate access to relevant areas of the organization that is to be 
studied. Hollifield and Coffey (2006, p. 587) concur with this observation and conclude 
that ‘almost any research project that requires data from senior media executives will 
have to employ interviews’. This study followed the path suggested by Hollifield and 
Coffey and gathered data from semi-structured personal interviews with key personnel 
in the selected case organizations. In addition to the interview data, data have been 
gathered from direct observations of the organizations’ online communication including 
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their web sites, blog posts (and the associated discussion threads), Twitter feeds, videos 
and sound recordings during a five-year period. These data items were complemented 
with data from other sources such as financial documents from the Companies 
Registrar, corporate documents (financial reports, promotional material, etc.) and 
journalistic articles. The interview transcriptions in combination with the other data 
were then used to uncover and the organizations’ development of routines and practices 
for interacting with their productive audiences.  
3.2 The software platform operators 
The term ‘software platform operator’ is used to represent an organization that manages 
and develops a ‘software platform’. A software platform primarily consists of some 
kind of software that offers a set of resources that allow so-called ‘application software’ 
to be executed (e.g. Gawer, 2010; Gillespie, 2010). Computer operating systems such as 
Microsoft Windows, Apple iOS, or Google Android are all examples of software 
platforms. In addition, most social network services such as Facebook, LinkedIn, and 
Twitter as well as a range of other online services (e.g. Dropbox, Spotify, and Flickr) 
also fall into this category.  
A software platform such as Google Android (used in mobile devices) allows 
applications for sending emails, reading news, playing Angry Birds
i
, etc., to be 
executed. The SPO, Google in this case, invites anyone to develop applications for their 
platforms. Some of these external ‘application developers’ are major multinational 
corporations but most of them are hobbyists, pro-ams (professional amateurs, cf. e.g. 
Leadbeater & Miller, 2004), or one-man enterprises. The hobbyists, pro-ams and the 
one-man enterprises are as much passionate users of the platform as they are software 
developers. In this study, the SPOs’ application developers are considered to be the 
correspondence to the TMOs’ productive audience (e.g. Juza & Pregowski, 2009; 
Lakhani & Wolf, 2005; Nov, 2007; Riehle, 2007). 
It should be noted that there are a number of different ways in which productive 
amateurs contribute to a particular software platform. For instance in the case of social 
network services such as Facebook or Twitter, productive users generally do not 
develop applications such as those mentioned above. Rather, they contribute by 
updating their ‘status’, by uploading a photo, by commenting on someone else’s links, 
etc. These contributors are not included in this part of this study, which is exclusively 
focused on the interaction between the SPO and those amateurs and pro-ams that create 
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actual applications for the platforms. In order to emphasize this distinction, the term 
‘user’ specifically denotes users of software platforms. The terms ‘fans’ and ‘audiences’ 
will be used interchangeably in the TMO context and ‘application developer’ will be 
used in the SPO context. 
The study of SPO routines for engaging with amateur and pro-am developers 
was designed as a multiple-case study. The cases were selected using a literal 
replication strategy, which means that the selected cases share some fundamental 
characteristics and are expected to generate similar results (Yin, 2008). All the eight 
cases (appendix A) are high-profile SPOs that have an elaborated and publicly stated 
strategy for engaging with their developer communities. The data collected from these 
cases consist of the SPOs’ online communication with their application developers 
during 2009-11. Most of these SPOs have public areas of their websites for this kind of 
communication. However, in some of the cases I was required to register and pose as a 
developer in order to be able to properly study the routines and practices that were used. 
3.3 Patterns and principles 
The examinations of the SPOs and TMOs were performed in parallel throughout the 
duration of the project and emergent patterns and principles for routines used to engage 
with productive audiences were identified. 
In the next section, such patterns and principles identified among the SPOs will 
be presented. This will then be followed by a presentation of the two TMO cases and a 
discussion about how these organizations have accumulated experiences over the five-
year period, and how practices and routines have diffused between the two industrial 
contexts. 
4 Software platform operators’ routines for engaging with application 
developers 
This section presents principles and examples of routines used by SPOs in order to 
motivate and engage with their amateur and pro-am application developers. The section 
is based on a combination of previous research and a study of eight high-profile SPOs.  
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4.1 Software platform operators and productive amateurs  
The relationships between SPOs and their productive amateurs are generally very 
different from the corresponding relationship between TMOs and their productive 
audiences. While many TMOs consider their increasingly productive audiences as a 
nuisance, SPOs use their amateur and pro-am application developers as the basis of 
their business and their value creation. (E.g. Chesbrough, 2011; Daugherty, Eastin, & 
Bright, 2008; Hertel, Niedner, & Herrman, 2003; von Hippel, 1988) 
Independent information about the size of the software platforms’ developer 
communities are not readily available but the micro-blogging service Twitter claimed it 
had 750,000 developers and more than 1,000,000 applications registered in June 2011 
(Twitter, 2011) and Facebook reported it had 1,000,000 developers and more than 
1,500,000 ‘social experiences’ (Facebook, 2011) during the same period. Without these 
application developers (corporate, pro-am or individual) software platforms such as 
Android and Facebook would have very limited value to the mainstream user. 
While productive audiences in the music, book and newspaper industries still is 
a relatively recent phenomenon, computer hobbyists and digital enthusiasts have played 
crucial roles in the development of the IT industries since the mid-1970s when home 
computers became accessible to the western middleclass (e.g. Levy, 2010). Apple, 
Microsoft and several other leading IT organizations and SPOs originated from such 
computer hobbyist communities and a range of open source software projects are still 
firmly rooted in these communities (e.g. Torvalds & Diamond, 2001). Over the years, 
these amateur and pro-am developers have continued to serve as a source of innovation 
and an ample supply of passionate, skilled, and low-cost labor. In other words, SPOs 
have during decades been gradually fostered into the practice of collaborating with 
amateur and pro-am application developers. Through experiential learning they have 
steadily adapted, refined and polished their routines for engaging with the developer 
communities. (E.g. Chesbrough, 2006; Lakhani & von Hippel, 2003; von Hippel, 1988) 
4.2 Tools, building blocks, and rewards 
The previous section concluded that routines for engaging with amateur and pro-am 
application developers are for historical reasons fused with the SPOs’ organizational 
logics. Based on the study of eight such SPOs, this section will now propose a set of 
principles for these routines. These principles that emerged from the study are labeled 
‘tools’, ‘building blocks’ and ‘rewards’ (cf. Bruns, 2008; Evans, Hagiu, & Schmalensee, 
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2006; Gawer, 2010; Gawer & Cusumano, 2002): First, in order to establish a 
relationship with amateur and pro-am application developers, the SPOs provide a set of 
tools that allow the them to efficiently and easily create new applications. Second, they 
provide a useful collection of building blocks, such as tutorials, application samples, 
useful software code snippets, etc., in order to enable and facilitate the application 
development. Third, they provide rewards based on both rationality and emotion in 
order to uphold the developers’ motivation. Below, examples of routines founded on 
these principles and replicated by the eight SPOs included in this study, are briefly 
presented and discussed: 
Tools, documentation, tutorials and training: Developers need so-called 
application programming interfaces (APIs) that provide access to the platform’s various 
resources and features. For instance, in the case of a photo-sharing platform such as 
Flickr, APIs enable applications to upload photos to the site and to access photos that 
have been uploaded. Developers also need tools for testing and assuring the quality of 
the applications they create and tools for monitoring how their applications are being 
used once they are available on the market. It is vital that these tools are easy to 
understand and easy to use so that as many developers as possible are encouraged to 
develop applications for the platform. It was common among the SPOs included in this 
study to offer training sessions, tutorials, and documentation intended to make 
application development for the platform as easy and efficient as possible. 
Online and offline conferencing: Communication within and between the 
developer communities primarily takes place online (cf. Lakhani & von Hippel, 2003), 
but platform operators also regularly arrange real-life events where the most passionate 
developers can meet, learn, and get new inspiration. Facebook, as an example, hosts the 
annual ‘Facebook f8 Conference’ where the founder Mark Zuckerberg appears in order 
to inspire the attending developers. Facebook also encourage developers to host 
‘Facebook Developer Garage’ events where developers meet and exchange ideas on 
application development (Facebook, 2011). Events such as these are important arenas 
for celebrating the progress of the platform and the community and for awarding those 
developers that the SPO considers as creative and inspirational. 
Showcases and success stories: Applications that have reached a certain degree 
of popularity among platform users are regularly highlighted and celebrated by the SPO. 
This practice has several purposes; it teaches the developers what the SPO considers as 
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a ‘success’; it allows less experienced developers to learn from these successes; and it 
strengthens aspiring developers’ faith in the platform’s prosperous future.ii 
Revenue sharing: Emotional bonds between developers and SPOs are 
important, but it is even more important to create motivational mechanisms for 
application developers based rationality and economy. According to a basic and 
commonly used example of such an incentive structure, application developers and 
SPOs split the revenues generated from advertisers and from users of the applications. 
These four examples and the three principles presented above will be used as an 
analytical framework when I later in this paper examine links and relationships between 
routines used by SPOs and TMOs to engage with their respective versions of a 
‘productive audience’. The next section will turn to the traditional media industries. 
First, the section will provide a very brief overview based on previous research of how 
TMOs have responded to the audiences’ increasingly productive behavior. Second, the 
section will present the two TMO cases and show how they have developed their 
versions of such organizational routines. 
5 Media organizational routines for engaging with productive audiences 
The impact of digitization on the traditional media industries has provided ample 
opportunity to validate the classical theories on vicarious learning, routine rigidity, and 
mimetic isomorphism presented earlier in this paper. Previous studies have shown how 
organizational rigidities have hampered learning in traditional media industries such as 
music (Wikström, 2009a), newspapers (Boczkowski, 2005; Gilbert, 2005), and books 
(Thompson, 2010). Other studies have shown that the development of routines and 
capabilities for engaging with productive audiences primarily has been based on intra-
industrial vicarious learning, which has led to a considerable degree of mimetic 
isomorphism in these industries (Ellonen, Wikström, & Jantunen, 2009; Wikström & 
Ellonen, 2009). The studies concur that TMOs so far have been largely unable to 
engage efficiently with their increasingly productive audiences leading to a significant 
loss of revenues and relevance. (Ibid.) 
This section presents two organizations in the traditional media industries that 
differ from this norm and have been able to develop seemingly efficient routines for 
engaging with a productive audience.  
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5.1 Case 1: Veckorevyn 
Veckorevyn is a Swedish biweekly fashion magazine aimed at young female readers 
and published by the media group Bonnier. The magazine was established in 1935 and 
is one of the oldest titles in the Swedish magazine market.  
In 2005, Veckorevyn could look back at a number of years of declining sales 
and diminishing readership. As an answer to this trend, The Bonnier Group, the owner 
of the magazine, hired Ebba von Sydow, who at the age of 23 was the brightest shining 
star in the Swedish fashion blogosphere. Since the launch of the Veckorevyn website, 
the paper magazine and the online service was managed by a single organization, and 
when von Sydow took on the position as editor in chief she continued that practice.  
Based on her experience as a successful blogger, von Sydow wanted to 
transform the website’s purpose from basic promotion of the paper magazine to an 
online service and a relevant actor in the Swedish fashion blogosphere. However, after 
almost two years as head of both the paper magazine and the website, von Sydow gave 
up the attempt to transform the organization and arrived at the conclusion that a new 
team exclusively focused on the online service had to be established. The inertia in the 
old organization made it impossible to cultivate the competencies that were required in 
order to reach the goals that von Sydow had defined. The Bonnier management 
accepted von Sydow’s business plan, which allowed the new to be entity set up and new 
people to be recruited. The head of business development in the new organization 
explains: 
We still share the same brand but business development in the paper 
magazine is completely different from what we do here [in the online 
organization]. They work with subscriptions, single copy sales, cover-
mounts, and such, while I primarily analyze the users’ website behavior and 
try to establish relationships with various partners and collaborators. I 
believe that if you want to create a healthy online business you got to have 
people who think ‘Web’, who know and understand the Internet and not just 
the magazine... I believe that is the dilemma for many magazines... 
The group which were to operate and develop the website were placed in the same 
physical location as Bonnier’s corporate-wide center for online business development. 
The new organization was thereby structurally embedded (cf. Granovetter, 1985, 1992; 
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Simsek, Lubatkin, & Floyd, 2003) in an environment where technical expertise and the 
ability to ‘think Web’, were close at hand.  
The start-up (henceforth referred to as Veckorevyn.com) structured the new 
service as a set of fashion blogs hosted by Veckorevyn.com and written by young 
women in interesting cities with exciting jobs and glamorous lives. In addition to these 
commissioned bloggers, Veckorevyn.com decided to actively cooperate with some of 
the most visited bloggers in the Swedish fashion blogosphere. They initially identified 
200 relevant bloggers who were not in any way affiliated to Veckorevyn.com. 
Veckorevyn.com did not want to compete with these bloggers, but rather to create a 
close collaboration with them and to place Veckorevyn.com in the position as the hub of 
the Swedish fashion blogosphere. Veckorevyn.com launched a number of different 
initiatives in order to reach this goal. For instance, they involved the bloggers in the 
development of the Veckorevyn.com website by inviting them as Beta-testers to provide 
feedback and ideas for the coming versions of the website. The business developer 
explained that the readers were very enthusiastic about being part of the development 
process: 
It is really important to bring them into the process and invite them to come 
up with suggestions, which they later can see being implemented. […] I 
believe that this feeling of being part of the development process is really 
important... ...it makes them more loyal to us because they feel a 
responsibility for what we do – ‘I am part of this’.  
The 200 bloggers were also regularly invited to real-life events where they could meet 
their peers and talk about fashion with the Veckorevyn.com bloggers. As a part of these 
events Veckorevyn.com awarded some of the invited bloggers for their excellence as 
the best newcomer, the most creative, the best writer, etc. These events served as online 
traffic generators in themselves, since the 200 bloggers wrote about the event in their 
own blogs and linked to Veckorevyn.com in their blog posts. 
Another example of how Veckorevyn.com made sure to be an integral part of 
the fashion blogosphere was through the launch of simple competitions and challenges 
where the audience was invited to go on a virtual treasure hunt, looking for ‘handbags’ 
hidden somewhere in the Veckorevyn.com website structure. However, the ‘handbags’ 
were not only placed on the Veckorevyn.com website but also on other blogs within the 
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blog network. Through activities such as this one, Veckorevyn.com was able to generate 
substantial amounts of traffic to the other bloggers, which strengthened the external 
bloggers’ loyalty towards Veckorevyn.com. 
In 2008, Veckorevyn.com took a second step in the development of its online 
media strategy. The real-life event was formalized as the annual ‘Veckorevyn Blog 
Awards’, which year by year has grown into a well-established nation-wide media 
event. The winners of the different award categories are celebrated and highlighted by 
the paper magazine and are occasionally even used as cover models. 
The initially used structure consisting of Veckorevyn’s own bloggers and the 
200 external bloggers has thereby been formalized and extended to three levels. The top 
tier consists of so-called ‘VIP bloggers’, a small number of high-profile bloggers 
commissioned by Veckorevyn.com. The next tier – termed ‘Premium bloggers’ – 
consists of those bloggers who are able to attract more than a certain number of visitors 
on a weekly basis. These bloggers correspond to the 200 external bloggers in the old 
structure. Finally, a third tier (‘Reader bloggers’) has been opened for the entire 
readership to set up their own blog. In order to enable this new structure, 
Veckorevyn.com created a technical platform for the management of the blogs, the 
adverts displayed across the blog network, and the sharing of the revenues between 
bloggers and Veckorevyn.com. 
5.2 Case 2: Megaphonic 
Megaphonic is a British music company and a record label that was established in the 
end of 2003 with the primary purpose to own, publish and promote the music created by 
Imogen Heap. Imogen Heap is a British composer, musician, and singer, primarily 
rooted within the electronic music genre. Imogen Heap is a well-established member of 
the international music industry elite: She has been nominated for Grammy awards; her 
music has reached top ten chart positions in both the UK and the US; and her concerts 
are sold-out across the world. 
Organizations such as Megaphonic have during recent years become 
increasingly common within the music industry (Wikström, 2009b). Artists set up such 
organizations in order to retain control and to maximize the value of the copyrights 
generated from their creative work. The organizations release the artists’ music 
recording; they produce their concerts, tours and media appearances; they own record 
studios and a copyright portfolio; they work with the artists’ brand management and 
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development; etc. Consequently, these organizations should not be dismissed merely as 
tools for managing artists’ personal careers or minimizing their income tax payments. 
Megaphonic and other similar music start-ups are indeed ‘genuine’ music organizations 
that need to be analyzed alongside other more orthodox music organizations. 
Megaphonic has initiated three recording projects since the establishment of the 
company. Gradually, they have developed the relationship between Heap and her fans 
and increased her audience’s involvement in the creative work. The first album released 
by Megaphonic in 2005 was titled Speak for Yourself. The production of the album was 
conventional in the sense that a musical artist, without any direct audience involvement, 
recorded the album in a studio. However, while the recording was conventional, the 
promotion of the record was more novel considering the early days of social network 
services. Megaphonic actively incorporated the use of services such as MySpace, 
YouTube, and the official Imogen Heap blog, in the promotion of the album and 
thereby gained insights and experience in how these tools could be used to engage with 
Heap’s fanbase. From this phase forward, Megaphonic continuously contracted a 
number of key collaborators with social media and online business expertise (e.g. James 
Clarke and Replenish New Media). 
In August 2009, Megaphonic released Heap’s second album, Ellipse, which had 
been in production for more a two years. The audience was able to follow the entire 
production during this period as Heap reported on the progress of her work via the use 
of the same tools as had been used in the promotion and marketing of the previous 
album. During the two years when the album was in production, Megaphonic published 
more than forty Heap videos on YouTube, numerous blog posts, and hundreds of 
tweets. In the biweekly videos, which was directed and edited by the Megaphonic 
associate Justine Pearsall, Heap often played sounds or parts of songs that she was 
currently working on. She explicitly asked her audience for feedback, and they 
responded via comments to videos, tweets and blog posts. In the subsequent video, 
Heap recognized and showed her appreciation of the fans’ input and explained how she 
had incorporated their ideas into the songs. Based on an examination of the fans’ 
responses to YouTube videos and blog posts, it is clear that by engaging in this kind of 
dialogue Heap was able to infuse her fans with a sense of being deeply involved in a 
collaborative creative process. 
In addition to the involvement in the production of the actual album, 
Megaphonic also invited Heap’s fanbase to participate in other creative initiatives: For 
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instance, it used the online music sharing service SoundCloud to publish the individual 
tracks of a song (titled The Song That Never Was) that was not intended to be included 
on Ellipse and then invited the fans to create their own remixes of the song. During the 
months that followed the publishing of the song tracks, more than five hundred remixes 
were created and uploaded. Again, the Imogen Heap official video blog was used to 
communicate with the fans and to give recognition to the fans’ remixes. 
The company engaged Heap’s fans in a similar fashion when a new version of 
Heap’s official biography should be produced. Heap asked her fans (via one of the 
YouTube videos) to tweet about what they thought of her work and what they believed 
would be important to include in the biography. Fans followed her directions and 
Megaphonic then appointed a professional writer to edit the tweets into a readable 
biography. 81 tweets were used in the process, and they all were formally credited in the 
endnotes of the biography. 
It is difficult to claim that the fans were exploited by Megaphonic as low-cost 
production labor during these initiatives. Most likely, it would be more cost-efficient 
not to involve the audience at all. Rather, this initiative, as well as the remixes of The 
Song That Never Was, shows how Megaphonic used different kinds of ‘exercises’ in 
order to increase the fans’ loyalty and to create a shared sense of being part of 
something important.  
These exercises are all structured according to the similar principles for 
engaging with a productive audience that have been previously discussed in this paper. 
They provided the audience with tools (various off-the-shelf online services such as 
SoundCloud, Twitter, YouTube, etc.), building blocks (as in the case of The Song That 
Never Was), and rewards (via the videos and other forms of communication from Heap 
to her fans, or by the formal credits as in the official biography). 
In March 2011, Heap started the production of a new album, which is as yet 
untitled. Every three months a new song will be recorded and released and by 2014 the 
album will be completed and ready to be released in its entirety by Megaphonic 
Records. Three songs were recorded during 2011, all based on very different concepts 
and techniques and all engaging the audience in the productions. A fundamental part of 
Imogen Heap’s musical style is her use of everyday sounds as part of the soundscapes 
that constitute her songs; sounds of a door squeaking, a heart beating, etc. For the 
recording of the album’s first song (titled Lifeline), Heap invited her fans to upload 
sounds from their own daily lives that they believed would be fitting for a particular 
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theme. In order to give recognition to the fans whose contributions had been selected 
and included in the song, a special version was recorded where Heap commented on the 
sounds that were used, who had made the contribution and where they came from. Heap 
also asked fans to contribute with images and illustrations to be used for supplementary 
media items such as music videos and album illustrations. The song and the other media 
items were then sold online as a bundle and those fans whose contributions had been 
used in the final package were compensated. The finished song was also made available 
on SoundCloud where fans could continue discussing how the song eventually had 
turned out. The methods used during the production of Lifeline are principally the same 
as those used in the making of the official biography. It shows how Megaphonic has 
learned from its previous experiences of doing other ‘crowdsourced’ (cf. Brabham, 
2008) productions and gradually developed increasingly sophisticated routines for 
engaging with its productive audience. 
6 Discussion and conclusions 
The case presentations in the previous section show how two start-ups in traditional 
media industries have developed innovative routines for engaging with their productive 
audiences. The case presentations also show how both organizations during an 
extensive period have accumulated experiences and refined these routines.  
Earlier in this paper I presented routines used by SPOs for engaging with their 
amateur and pro-am application developers. I argued that they have developed and 
refined these routines through a decades-long process of experiential learning. I also 
suggested that the three constructs ‘tools’, ‘building blocks’, and ‘rewards’ are able to 
capture the basic principles behind these routines. 
The presentations of Megaphonic and Veckorevyn.com show that the routines 
employed by both TMOs to a considerable extent match the principles for the routines 
used by the SPOs. Table 1 illustrates the links between the SPO routines and the 
routines identified in the two TMO case studies. 
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Table 1: Examples of organizational routines employed by the examined TMOS and SPOs 
 Productive 
users? 
Tools – that enable 
productive users to 
participate in the cultural 
production 
Building blocks – “Seed 
content” that may serve as 
a starting point or 
inspiration and that 
facilitates the users’ 
cultural production 
Reward – that motivates 
the productive users and 
teaches the users what 
kind of productive 
behaviour is encouraged 
Software 
Platform 
Operators 
(SPOs) 
Application 
developers 
Tools that enable 
developers to create new 
applications, e.g. tools for 
testing, quality assurance 
of applications; tools for 
monitoring how 
applications are being 
used. 
Application programming 
interfaces (APIs) that 
provide access to the 
platform’s resources and 
features; tutorials; training 
sessions; application 
samples; software code 
snippets; etc. 
Recognition and rewards 
based on both rationality - 
e.g. revenue sharing - and 
emotion - e.g. celebratory 
events (Facebook f8 
Conference); awards to 
developer role models.  
TMO #1 
Veckorevyn.com 
(Magazine 
publishing) 
Fashion 
bloggers 
A three-tier (Premium, VIP, 
Reader) fashion blogging 
platform. 
Blog posts by professional 
journalists’ and famous 
premium bloggers’ serve 
as primary building blocks. 
A range of competitions 
and challenges 
encourages user 
participation. 
Online traffic is shared 
between blogs; ad 
revenues are shared with 
Premium bloggers; 
celebratory events 
(Veckorevyn Blog Awards) 
and efficient use of 
traditional media outlets 
(magazine covers) to 
celebrate successful 
bloggers. 
TMO #2 
Megaphonic 
(Electronic 
music artist 
Imogen Heap) 
Music fans Productive users primarily 
use off-the-shelf third-party 
content creation and 
editing tools. 
Song tracks (published on 
SoundCloud) for the fans 
to remix; challenges and 
creative assignments e.g. 
“submit a recording of a 
sound from your daily life” 
to be used in a recording; 
Public (online) one-to-one 
conversations with fans; 
mentions of productive 
music fans who submitted 
content to co-created 
works; monetary 
compensation. 
 
 
Tools, documentation, tutorials and training: Both Veckorevyn and 
Megaphonic provide technical tools and resources allowing their audiences to create 
and share sounds, texts, and images, and to interact with other members within the 
community.  
Online and offline conferencing: Both Veckorevyn and Megaphonic arrange 
online and offline events, where the most passionate audience members meet and which 
strengthen the interpersonal links within the community. 
Showcases and success stories: Both Veckorevyn and Megaphonic provide a 
hierarchy ranging from ‘mainstream readers’, via ‘commentators’ and ‘credited 
contributors’, to a seemingly unattainable top rank. In the Megaphonic case, Imogen 
Heap represents the top rank, and Ebba von Sydow has the corresponding position at 
Veckorevyn.com. Both organizations also provide frequent and positive feedback to 
contributors. They celebrate ‘success stories’ and identify role models that audience 
members in the lower ranks can aspire towards. 
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Revenue sharing: As explained in the two case presentations, both 
Veckorevyn.com and Megaphonic share some of the revenues from advertising or from 
sales of recorded music with their high-ranked contributors. 
Conclusively, Veckorevyn and Megaphonic use routines that are principally 
similar to the routines used by SPOs. A relevant question to address based on this 
conclusion concerns why these two organizations have developed these routines. The 
question is particularly pertinent since the routines employed by Veckorevyn.com and 
Megaphonic is not commonly used by other TMOs (e.g. Wikström, 2009b; Wikström & 
Ellonen, 2009).  
There are at least three options for how the routines may have developed. The 
routines may have been developed through a process of experiential learning, without 
any influence from other organizations, and it may be a mere coincidence that the 
routines are similar to the ones developed by SPOs during several decades. A second 
option is that Veckorevyn and Megaphonic have learned about the routines from the 
environment where they have been structurally embedded and they have incorporated 
the routines in their organizations through a process of vicarious learning. A third 
option is that the routine development has been a process of combined vicarious and 
experiential learning. 
The case presentations reveal that there has been a considerable degree of 
experiential learning in both organizations. During the five-year period, both cases have 
accumulated significant experience, which has allowed them to independently develop 
their routines. For instance, Megaphonic’s early use of social media services allowed it 
to gradually learn about the principles for how to engage with a productive audience. 
When the firm later used social media services for the promotion and marketing of 
Speak for Yourself, it gained first-hand experience of the routines and mechanisms that 
had been put in place by the SPO in order to stimulate users’ creative activities. Such 
experience was surely useful when it during subsequent stages developed routines and 
mechanisms intended to stimulate the audience’s productivity and creativity. 
Neither Veckorevyn.com nor Megaphonic have explicitly confirmed that they 
have engaged in deliberate vicarious learning. However, vicarious learning is often not 
very deliberated and usually takes place via some kind of carrier, such as a consultant or 
a new recruitment (Levitt & March, 1988). The case presentations show that both 
organizations have indeed been influenced by such carriers and been structurally 
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embedded in environments that have provided ample opportunity for the organizations 
to learn about SPO routines. 
In the case of Veckorevyn.com, the network of external bloggers as well as the 
physical proximity to Bonnier’s corporate-wide center for online business development 
provided such an environment. The center employed a number of individuals with 
experience from the ‘IT industries’ that were able to infuse SPO routines and practices 
into the Veckorevyn.com organization. In the case of Megaphonic, there is no 
correspondence to Bonnier’s online business development center since Megaphonic is 
an entrepreneurial start-up and not a corporate venture. However, Megaphonic operates 
in an active and tightly connected network of consultants and freelancers with 
backgrounds and expertise from the ‘IT industries’. This network corresponds well to 
the Veckorevyn.com environment and provides a corresponding connection to SPO 
routines and practices.  
Conclusively, both organizations are in different ways structurally embedded in 
environments where the routines used by SPOs were common practice. This 
embeddedness facilitated the two organizations’ vicarious learning and their 
development of routines for engaging with productive audiences that fell outside of the 
TMO norm. In other words, the routines have been developed through a process of 
combined experiential and vicarious learning. 
The paper has shown that two organizations in the traditional media industries 
have learned from SPOs how to engage with a productive audience. The two 
organizations have behaved as if they are SPOs rather than anything else, with an 
equally strong focus on facilitating their audiences’ creative desires as on their own 
professional content production and dissemination. 
A relevant question to address based on this conclusion is whether this kind of 
behavior has any relevance for other TMOs. Both Veckorevyn.com and Megaphonic 
may be perceived as atypical media organizations; small start-ups, one being an 
offspring from a fashion magazine for young women and the other an entrepreneurial 
music company in the electronic music genre. Perhaps their peculiar nature will inhibit 
further diffusion of SPO routines into other TMOs? However, a number of factors 
indicate that SPO routines may indeed become increasingly frequent also among other 
TMOs. First of all, Veckorevyn.com and Megaphonic are not at all unique in using SPO 
routines for engaging with productive audiences. There are already a number of 
organizations in the industries for music, book and news that also have implemented 
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similar routines. These include musical brands such as Nine Inch Nails and Björk, 
literary brands such as PotterMore and BookGlutton, and news media brands such as 
The Guardian. This does obviously not imply that the same strategy is universally 
applicable to all cultural products in all genres, but it shows that these routines are 
relevant also in other organizational contexts than those that have been examined in this 
study. A second indication of how these routines may spread further into the traditional 
media industries is illustrated by the coda of the Veckorevyn.com saga. Due to the 
success of the venture, Ebba von Sydow was promoted to other business development 
projects within The Bonnier Group and the online venture was again re-joined with the 
paper magazine. By merging the new organization with the old, Bonnier hoped that 
knowledge and routines developed within by the start-up would take root and spread 
into other parts of the media group. Similar strategies have been implemented by the 
BBC in the development of BBC Online (Küng, 2008) and by AOL in the acquisition of 
Huffington Post (e.g. Bradshaw & Gelles, 2012). It is too early to tell whether Bonnier’s 
expectations of the merger will be met, but regardless of the outcome, it shows that 
there is a willingness in the management of large media organizations to spread the 
routines developed by Veckorevyn.com further into other parts of the industry. A third 
factor relates to the finding presented earlier in the paper that TMOs in the past have 
been prone to rely on vicarious learning and on imitating the competition in their 
organizational and product related development. If the same type of learning strategy 
continue to prevail in the industry it is likely that once SPO routines is proven to be 
effective in a minor niche of the industry it will eventually be copied by other media 
organizations. 
This study is explorative in its character and it remains for future studies to 
continue the examination of the assimilation of software platform operator routines into 
the traditional media industries. Several questions remains to be addressed, including 
the viability and limitations of these routines within specific niches of the traditional 
media industries, as well as the consequences of such a transformation on cultural 
output, cultural diversity, and the relationship between content created by professionals 
and amateurs. 
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7 Appendix A: Software platforms included in the study 
Apple (http://developer.apple.com) 
Box (http://www.box.net/developers) 
Dropbox (http://www.dropbox.com/developers) 
Facebook (http://developers.facebook.com) 
Flickr (http://www.flickr.com/services/developer) 
SoundCloud (http://developer.soundcloud.com)  
Spotify (http://developer.spotify.com/en/) 
Twitter (http://dev.twitter.com) 
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9 End notes 
                                                 
i
 Angry Birds is a computer game developed by the Finnish application developer 
Rovio. Since the game was launched in 2008 it has been downloaded 700 million 
times (Lindahl, 2012). 
ii 
It is interesting to note that application developers also are used as role models outside 
the realm of the developer communities. For instance, Håkon Bertheussen, creator of 
the commercially successful scrabble app Wordfeud for the Apple iOS and Google 
Android platforms is celebrated as a role model by mainstream media (Aftonposten, 
2011), and the elusive dream of becoming the next ‘app millionaire’ is used by 
advertisers as a way to resonate with the young (Telia, 2011). 
 
